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GUIDELINES FOR EXECUTIVE DEVELOPMENT IN THE FEDERAL SERVICE

Objectives:

‘Effective menagement, largely a function of effective menagers, through Executive Develcpment (D),
Essential management continuity, without loss in responsiveness and flexibility, through Executive Development.
Best use of available talent within the Federal Government, without exclusicn of those entering frem the outside,

vhrough Executive Development.
Broadened

- -

persrpectives, krowledges arnd skills through Executive Development.

Achievement of Zxecutive Develcpment by the identificaticn and development of high-potential employees in mid-

managemen
)s 16-18).
_

(rorzally GS 13-15) and the provision of developmental experiences for incumbent executives (normally

CRITERIA AND APPRCACEES IN GUIDELINES
FOR IMPLEMERTATION OF GUIDELIKNES
BY INDIVIDUAL AGENCIES

<

SUGGZSTED INTERNAL CRITERIA AND APPROACEES
FOR APPLICATION IN THIS AGENCY

FEDERAL GUIDELINE I:

High Level of Organizdtion Cozmitment

A. Develop znd announce a policy for
executive development enabling each execu-
tive end aspirant to develop to the fullest
extent, consistent with agency needs and
his interest and abilities. Announce in
pclicy the resources to be committed.

3 IAssign responsibility for ID to a

3 Jheipal assistant who regularly reports
to the agency head. His primery duty is
to insure that ED programs meet organize-~
tion goals and priorities.
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1ish high-level Executive Man-
ources Board (ERB), consisting
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eview progress toward organiza-—
on objectives:

stewerdship of executive

s to agency head at least

5.

a
wnitor executive development and
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A. Prepared and forwarded to CSC, per its requirement, a statermen
the vasic policy, orgenizational structures and processes ©
followed by CIA in irplementing an ED program, compatible
Guidelines (See Tsb B).

B. ED/C has esssumed this responsibility.
C. Designated Deputies' Meeting as EMRB, with collective responsidbility
for formileting, implementing and monitoring Agency-wide progranm o

achieve Agency objectives and 1o meet Federal Guidelines.

MORI/CDF
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D. HNumber of bosrds within each agency
to depend upon its structure and mission.
(Where formalized career Trograms are

used, an agency t&j want & board for
each.)

A

E. Designate an Executive Manpower
Managezent Officer (EMMO), normally the

personnel head, to provide a fcoecus for

¢ § executive manpower activities and to
report on the program directly to the
principel assistant for ED. IEMMO can act
as executive director of BRB. B0 to
review internal developmental activities
end development assignment systems; main-
tain liaison with CSC; and conduct
studies on ED. Fe will supply guidance
to supervisors on availability and rele~
vance of desvelopment and training assign-
ments; assist them in employee coaching
and counseling; and help them to prepare
executive development documents. He will
act as principael advisor snd coordinstor
of develormental activities when personrnel
menegenent is accorplished by formalized
C )3e” L“*ograms and he will exercise, as
his principal furciion, the coordination
of all matters rn¢at‘hg to executive
develcprent.

FEDERAL GUIDELINS TI:

Development Plans for Fech 1

D. Aaw1sed C8C that Agency will rely upon Deputy
Service Heads and career service structures to manage ED p

E. D/Pers was designated EMMO and given responsibilities
EMMO in Federal Guidelines. BFD/C informed D/Pers +thet hi
role will be %o provide advice to ED/C and Deputies; formul
criteria end suggested procedural approaches; and provide de
staff assistence to career service officisls and supportive s
28 zpproprizte.
reguested D/Pers to provide illustrative mgterisls that cen be
or adepted, as applicable, by Directorates snd career services
maragl g thelr own ED systems.

A. TIdentify and develop an appropriate
nuzmber of high-votentizl mid-managers for
executive vecancies. (Mot practicsl or
economical to invest in the same smourt
of devzle for each employees reaching
level.)

Directors, Career
Program.

In lieu of using fixed formets and reports, ED/C nau)

used
in

A. Career services should take the ;o*lnw1né consideretions into zccount
in the process of identifying and devel oping individuals wit!
Grades GS 13-15 who are believed o have executive potential,
(1) Reguirements for effective pe“‘ormance very in differes
eyecatlvp p051d101 Critiecal elemenits of effectivene
ntified, rarked in imporiance, a
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applied in the identification and deve

lopment cof executive

(2)

(5)

(6)

(L) -

candidates.

Specific ED plans and actions should be tailored to identi-
fiable gaps in the individual backgrounds of carndidates, both
in their perfo rence and their abilities relating to prospec-
tive future utilizetion. (As an exemple, see Individuzl Cep
Sheet for SP carcerists in Tab C.)

l

Employees with recognized executive potential may e need
where they are assigned and difficult to replace. Career
service interests, however, may best be served by fairly long-
range and careful planning to determine how those with execu~
tive potential can be moved to achieve a developmental purpose

ed

with minirum disruption, not only to accormodate the over—
riding needs of the career service and the individuel con-
cerned but alsc to assure the effective utilization of the
enplioyees concerned during the course of their develcpmental
activity.

Although it is freguently difficult to meke firm leng-renge
plans covering future incumbents of senior positions, it is

is .

possible, by focusing on this
pared or precivitous charn
tive cheices arnd pertiner
Even if some contingency
perly selected developmer
beneficiel.
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Selections of candidates for executive positions and their

stbsequent development (including meintenance of records on

their stetus) must be handled in'a.way that misurnderstandin
i1l not result cr lead to charges of elitism.

- o
3;5

Wiid

Grades GS 13-15 selected for snecific develoo-
ining and ss+6nheuts snoalq De Cot
that actions affect
career or o*+“nlt1$°
should not Sold
sitions.

Officers in
mental trai
ever feasible,
to enhance their
general, they
executive po
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B. TNeed mechanisms for identifying high-
potential individuals, e.g., performance
sppreisel svstems, other performance
standerds, training reports and personnel
invertories.

Cw,Determine number of mid-managers to
te developed for executive prospects by
snalysis of orgenizational growth and
expected turnover. The organization
sheuld i evt;fy the skills, knowledges
and experiences sppliceble tc key jobs

X
1

end select an adequate number of high-
potenti al individuals GS 13-15 to meet
these needs.

B. Need to supplement Fitness Reports, assigmment and promectional
reviews, panel rankings, use of objective criteria, training reLo“ta,
employee folders, and other formal or informel devices used by career
services for specifically evaluating management and executive
potential.
Tew besic approaches deemed to have particular r usefulness, include
th: development of career service and training modeis and listings of
progressive experiences considered appropr iave for upward movement
inse senior pesitions within a career service. (Obviously, these
nodelis and progressive experiences vary among cer services and )
should De tailor-mede to their own set of re¢evant considerations.)
In addition, further study should be given to pessibilities for fur-
ther use cf psychologicel findings and measures of manageriel effec-
tiveness; experimentation with assessment centers; and better velida-
tion of training courses. Career services should seek, frem the
offices concerned, statistical information, analyses or other infor-
matlon that would assist them in menaging specific aspects of their
ED pregran.

As supplements to career service end training models, the op°c1 ic
requirements of key and executive positions s! hould be specified to
facilitate their consideraticn in the personal development of pro-
spective candidates.

C. TEach career service should forecast expected losses in positicns.
or categories of p081tlons, (e.g., chiefs cf stetion) in Grades GS-1 ’)
and zbove, preferably for a three or four year veriod. Oraln,r*ﬁu,
two or more candidates should be identified from ameng employees in
Grades GS-13 and above for each job vacancy. When the exact execu-
+ive positions to be vaceted by departing officers ca

and only organlaaulonal furnctional groups can be iden
branch or station chiefs), twice as meny executive candi
future executive vacencies chould te identified by organi
functional groups.

nmoW

It should be kept in mind the rep laéemﬂnt of _an exe
creates a wave of ct
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in the case of handling en unexpected vacancy, vlanned turnover and’
. development usually involve filling e mumber of positions and
- identifying s mumber cf candidates for each. (As a simple illustra-
' tion of an executive candidste roster, see Teb D.)
D. Prezare for each incumbent executive D. The Agency apprised CSC that formal individual career plans were
and mid-manager selected for executive tried unsuccessfully in the Agency. Individualized reviews arnd plan~
development an individuel development ni~g of the developzental needs of specific individuels {i.e., most
plan designed to improve his performance »clevent to them and their prospective utilization) are recognized,
H to prepare him for prospective execu~ hovover, to be valuable tools. These actions can be taken in a
tive 3job{s). Individual plans could variety of weys, by different levels of officials, and for varying
ineclude: reasous. For D purpcses, career reviews should encompass mest, if )
not ail, careerists in Grades GS 13~15. (These reviews sheould not -
(1) self-initiated activities (pro- _ be confined to individuals currently considered eligible for promo-
. Tessional association activitiess tion or availzble for sssigrment.)
technical personal skills acqui- . T
ition, and resding programs); The combined listing in one paper of 8ll individusl developmental needs
identified by a2 career service is an easy methed of establishing train-
(2) +training in managerial perspec-— ing and assignment inventories for reedy reference and planned implie-
tives (such as reorientation of mentetion by the CMO or career service representetives. It provides
outlock and re-evaluation of a systemastic focus while aveiding the shortcomings of forzalized plans.
priorities); menagement tech- {As & simple illustration of developmental reguirements listing for
rigues and skilis (for example: executive candidates, see Tab D.)
ADP tudgets, operational re-

i search, labtor-menagenent relea- .

) tions, counseling, program fund-

' ing, nature of political leader- ; _
ship and knowledge of influence L )
structures); and professional
end occupational knowledge or
technigues (formal agency or
inter-agency courses, formal
courses at an education institu-~
tion end perticipation in pro-
fessional conferences and
seminars);

(3} developmental assignments, ) : .
including short-term temporary
assignrents and permanent rota-
“lonel essignments.
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1. ©Need to recognize that increased
2 r t rviewing and coaching will

QJrD

TEDEE AL GUIDELINE ITII: Improved Mobility Pr

E. In a written communication, each career service should explain its
ED program to ceareerists under its jurisdiction -- cbjectives, anvvo"ﬂﬂes
and perticipating arrangements. Careerists should be invited to express
their persocnal interesis in Jjobs or training that would enhance their
future usefulness. They should be informed, howev *er, 2ctions sub-
secue‘lm_y taken in consonance with their expressed desires are to be
construed only as efforis to improve their gualifications and career
status, rather than as evidence of their participation in an ED progranm.

(

ogrens

A, eed organizaticnal, occupational
ooiLLty programs to suppors ED efforts.

(Much development is best accormplished
on the job.) Agencies should have a
systematic plan for rotational assign-~
mentcs within bureaus and should work oub
mobility programs across agency lines
for whieh individuals may volunteer.
Zach egency's systen should be based
upon individuel development plans. Some
job rotations fitting desired mobilix
patterns are: similar jobs in different
geofr ~phical areas; similar jobs at
difw_rent places in headguerters or in a
field installation; similar jobs within
different organizations; and jobs in-
volving similar leadership or adminis-
trative skills in different areas.

A. In ‘the Novenber Deputies’ Meeting and in the Director:®
Conference, increased mobility of
was advocated.

s last Annual
well-qualified officexs ad executives
Following these meetings, the Director of Personnel

prepared proposals providing for (1) expanding the use of Vacancy Ko-
tices throughout the Agency; and (2) facilitating the trensfer of

exployees across career service lines in
resoive personnel surpluses; and develop selected personr The papsrs
indicate that the institutional cavecity to move able employees To
points of optimum utilization is a common interest of the Directorates
and the Agency. The papers alsc focus on the policy advemte.ges of en-
couraging worthwaile reguests to be made and promptly settled, with full
consideraticn of the respective interests of the offices and :L- ivicduals
affected. Tinal action on these propesals should materially conitzibutle
to implementation of CGuideline III.

order to fill pr 1or~uy needs;

nel,

Each career service should evaluate the needs of indiv riduel careerists (
to receive work experiences other than tnose pI‘e’fthSl" received. Zs-
sentially, the success of an increased mobility program in the Agency

is conbingent upon each career service taking the time to plan the kinds
of developmental work experiences that are needed by individuel careerisis,
taking into account their personal backgrounds, previous experiences nd
probeble fubture utilizeticn end potential. Most develo

periences of any duration should be accomplish carly
cereer-life of officers (a time of learning rupticn).
Indivichal actions can be systematically decldéed upon by each career
sevice if it establishes a preferred pattern of developmental worx
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vossibilities for short=-
assignments are:  task :
and comrittee assignments; under-
and vacation replacement assign-

5 and. interchange assignments with
indstry and educational institutions.

FEDERAT, GUIDELINE IV:

B.

Justify &

ng Resource

experiences.
cers in the career service or a model could be preparad and used
syecified group of officers pursuing a functionsal or gecgraphical
specialty.

A model could

Carcer services are encouraged to consider f
for selected employees when the expected development

he costs involved.

preductively to familiarize
that they need to know to effectively do their cux
assignments.

Utilization

Co
Review training systems in the light of
needs contained in individual development
plans, in order that eppropriate resources
can be used or obtained. Aliso, review
training pregrams to determine if they
adequately reflect most recent trends in
education and trainping.

Emphegize agency-oriented executive train-
ing in training programs and put trainees
Trg different parts or organizations

togu

cner in learning situations.
Develop end publicize specific criteria
for executive training vrograms. . Exam-
ples menticned Guideline IV are:
specified rercentage of men-hours to be
devoted to developmental training each

in
an

year; attendance at FEI, as a concomitant
to appointment to executive positions; and
anrual spons

je orship of a number of execu~
£ =

8
tive exch

2]

More Effective Traini

In recent

evolved,
of career

different

the Direc
programs .

(1)

from many

development.

months, comprehensive Agency studies have been made of trainin
Dolicy, program, structure, system, technique

cost, relevency and effectiveness. K

the intention of linking training

viewpoints:

be developed and generally eapplied %o

of
for

employees with area or
"

-
- ! >
These reviews were undertaxen with

-

resources more closely

including:
services;

nmanagerial levels.

A nurber of significant changes have been effected or are in motion
should raise the quality of persomnel menagerent in the Agency and

torates and career
The following is

improvements:

A core program of

revised explsnation
ments) as the basi

With this objective
responsiveness of trai
selection and aveileb
ployees for developmental training;
courses; relative value of internal
of training resulis; and appropriate kinds of professiocnel training at

to personal
issue
dual needs
ied em-
relative value of different itrainin
versus external tx

in mind, a nwber of
_‘I

~

-

i

help
services to accomplish thelr developmenteal
a partial listing of major proposals and

X courses hes been estal
cf purposes and eligii
¢ training system for perscnal

-

s
n

i
i
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y en agéhcy's needs for treininrg
ting together aprropriste combina-
o} va:*ous delivery systems avail-
able, including: sagency orientstions;
ogran $kill courses; OD semiravs-

bl kills development courses

H

gency courses 1ﬂ"olV“rg ‘ “age—

and technical skills; and non-

sovernmental programs, such es acedemic
commerclal courses.

ment of promisirg officers during their Agency careers;

(2) menagement training has been strengthened, e.g., the ' !
Managerizal CGrid and Fundementals of Supervision and Manage-
ment have been added to the core program, gnd elements o?
management training have been added to other core courses
and

"(3) consideration is being given to a lezdership conference for
senior officers and to the development of a new branch
chief course (or o course for GS 13-15's selected for exec }
tive development) that could concentrate intensively upon
Agency-coriented management problems, management situations
and management applicztions, having particulaer reference to
the branch level and above.

New and more responsive training resources constitute an important
first step, but their value depends mainly upon & more systemaiic eflort
throughout the fgercy to implement individual training requirements.
Anrmuelly or seri-znnually, esch career service snould determine which
_develcomental needs possessed by candidates for perscnal or executive
development can best be asccormodated by training. Inportantiy, these
fecisions should take into zccount the mcst appropriate kind of train-
irg that should be us In essence, this concept starts with indi-
vidual developmentel Deeds and fitting training {or cther develop-
wental acticns) to them, rather than finding suitable candidates %o
iit available training courses or responding to employes regquest
internal or external treining. (The latter may or may not relate
“an employee's developmental need or his potential for further deve
ment as seen by his caresr service.) The time required to implemen

m

3 lr-' ct +h
T

ck

- J

o

" plarned training arran@ements tends to be offset by the time other-

wise consumed in going through the motions in 1ﬂa*nid vel cases of con-
sultations, 01rcula;;cﬁs of curricula, securing approvals, etc. MNcre-
over, good planning will avoid much of the chronic difficulty encountered
in making able officers gvaileble for training.

In order to progrem activit

T taffing needs, CIR genuinely needs
to obtain reasonably accurat

s
forecasts of training reguireme nts well
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in advence —- Some of them a year ahead, such as the core cources, .
Cnece reguirements are received, OTR shouid be able to rely upcon the
Projected enrollments remaining reasonably firm. The changes bein
rade to link training requirements +o bersonal developmental needs
sheuld facilitate realizetion of these requirements, ang i+ is be-
lieved a Ccomprehensive listing of training requirements, both develop-
mental angd non-developmental, in the new Annuel Personnel Plan {now
under Preperation) will Provide a vehicle for career services to
rerforn the important task of blanning ang forecasting training needs.

)

Z

N

)FEDER’_L‘_L CUIDELINE V: Improved Develommend Program Evalustion

"A. Operate mechanisms for evaluating the A, Through the VRR techanism, ED/C Deputies will generally monitor
effectiveness of = Programs at several ID program. Career services heads wiil amnually report to Deputy con-
levels. Trese include reviews to deter- cerned on ED progrem. IB/C wili review annuasl progress within ezch
mine the effectivenass of developmental Directorzte wity Deputy concerned., D/Pers, as MO, will Prcvide
experiences for individuals; effective- policy Proeposalis-to EMRE ang staff assistance to career services.

ness of sub-systens (performance epprai-

gel, identification Processes, actuel Specific standards for evaluating the Success of develcprmentai Pro-
Promotions versus quality of those Dro- "grams in the career services wiil De considered after the career ser-—
moted, training); ang the effectiveness vices have had sufficient time to &Ssess their particuiar develep-

of the total Drogram. Provide feedback rental needs and to deterrine the thrust ang Scope of their future .

Cn specific results in echieving criteris
and epproaches shown under each of the

€rsonal developmental Progranms.

k3

Guidelines. )
:’é. Give special attertion to current B.  Among items to e studied in faciliteting ang evalusting the future

utilization of resources and plens in effectiveness of the Agency's D program are the following:

cerrying out ED bregraems. Utilize

objectives‘ag standards for evaluating (1) evaluating criterig for incumbent executive versus pre-

the actual distance covered toward ob- executive programs;

talinment of objectives.

2) method of selecting D candidates:
g H

{The CSC will Periodically review agency B
plans and progress snd cozbine its fing- (3) nature ang diversity of executive tesks;

ings in a.repert tc the President on .
"the state of executive development (L) specific objectives for measuring program success;

0014-1
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i
[

25
s.J
o

Government-wile and for each agency.”
The Guideline indicates that both the
substance and form of these evaluations
wiil be modified by continuing exper-
ience.]

(s)
(6)

(n

value of different developmental methods;
feasibility of developmental transfer; and

dsvelopment of speciglists as managers.

Approved For Release 2006/08/08 : CIA-RDP80M0O0165A002900170014-1



